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Overview

Welcome to Module 2: Leading and managing teaching and learning in the school. This module is all
about the leadership and management of teaching and learning. Underpinning the module are the
principles and values of the Constitution of South Africa, the South African Bill of Rights and the South
African Schools Act. This Act informs educational transformation in South Africa. These principles and
values are also clearly reflected in the South African Standard for Principalship: enhancing the
professional image and competencies of school principals (DBE, 2015). Alan Clarke, a very successful
South African school principal, says this about leaders and managers:
Leaders look outward and to the future. To them success is derived from future-focused
change. Managers look inward, and to the present. To them success is derived from improved
systems of control, predictability and order. Strong leadership and good management are
both essential for the success of a school, and a good principal is skilled at both. They also
understand that circumstances determine whether a given situation requires more leadership

or better management. (Clark, 2007: 1)

The module introduces and explores the concept of the school as a learning organisation — one which
can promote a culture of quality teaching and learning, dedicated to constant monitoring, evaluation
and improvement. It will also consider the issue of context, school culture and how the physical
environment of the school may impact on the quality of the core business of teaching and learning. This
is intended to lead you into an exploration of the necessary processes, and the many challenges, of
effectively planning, implementing, monitoring and evaluating curriculum. It will enable you also to
understand that curriculum often needs to change and reinvent itself in line with the changing needs of

a changing society.

Module learning outcomes
By the end of this module you should be able to:
1. Reflect upon and demonstrate an understanding of the school as a learning organisation which
ensures quality learning for all.
2. Reflect upon and demonstrate understanding of the role of leadership across the school,
especially Heads of Department/Phase and middle managers in managing teaching and learning

in the classrooms and monitoring teaching and learning within their department/phase.
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3. Demonstrate the personal qualities, attributes, pedagogic knowledge and professional
competencies necessary for effective leadership and management of teaching and learning.

4. Reflect upon and demonstrate an understanding of what constitutes an instructional leader and
the importance of this role.

5. Lead and manage the planning, implementation, monitoring and evaluation of teaching to
ensure quality learning for all in the context of national, provincial and school policy.

6. Demonstrate and be able to apply relevant content knowledge in the design, implementation
and evaluation of teaching and learning and the organisation of the school environment.

7. Demonstrate an understanding of the relationship between managing teaching and learning,
financial principles, the links to resource management, and school development planning.

8. Demonstrate an understanding of the link between resource inputs and educational outcomes
in own school context.

9. Understand and demonstrate the integration of curriculum and staffing needs, and decisions
with the budgeting process.

10. Demonstrate knowledge and understanding of the importance of the creation of a caring,

disciplined and effective learning organisation.

Units

There are three units in this module. They are:
Unit 1: Instructional leadership in a learning organisation starts with the big picture. It explores the
notion of the school as a learning organisation and tries to unpack your role as an instructional leader

within the school. It addresses the question of WHY this module is needed.

Unit 2: Planning, implementing and monitoring a curriculum explores the specific challenges of
implementing a nationally-determined school curriculum in diverse teaching and learning contexts. It

focuses on WHAT the key curriculum issues are that require explicit attention.

Unit 3: Managing teaching and learning for school improvement then explores specific strategies and
approaches that you might find useful in fulfilling your role. It therefore focuses on HOW to manage

teaching and learning.

Running throughout the three units, you will constantly reflect on your own role and practice, and how

you can support others.
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This structure of the module is illustrated in Figure 1 below.

Figure 1: Module overview

Module credits and learning time

This module carries 18 credits. This is equivalent to 180 notional learning hours.

Itis anticipated that you will take approximately 180 hours to complete the module successfully. The 180
hours will include contact time with your Higher Education Institution (HEI), reading time, research time
and time required to write assignments. It is also expected that at least half of your learning time will be
spent completing practice-based activities in your school. This will involve your individual work on
activities and it will also require you to discuss these school-focussed activities with your colleagues. Each
activity in this module indicates the suggested time for completion. All these reflective and formative

activities will form part of the Professional Portfolio (PP) and Workplace Project (WPP) which is explained
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in detail in Module 1: Professional Portfolio and Workplace Project. In addition, information and

assessment requirements will be provided by your HEI.

Exit level outcomes

This module contributes to the following eight of the nine exit level outcomes (ELOs) of the AdvDip (SLM)

qualification:

ELO 2
Demonstrate accountability and take full responsibility for managing school leadership, teaching and
learning, whilst engaging in school activities, decision-making and projects, and ensuring the responsible

use of school and community resources in performing workplace tasks and projects.

ELO 3
Reflect on and develop own personal leadership attributes and characteristics, collaboration, knowledge
of systems and processes, and demonstrate the ability to work effectively with others in the school

context and beyond.

ELO 4
Gather, validate, critically reflect and evaluate information, and apply theories and knowledge around
pedagogy, and leadership and management to address complex problems encountered within the school

and educational context, in and outside the classroom.

ELO5
Demonstrate the ability to manage people and teams empathetically and firmly, encourage collaboration
and develop and maintain sound working relationships with different stakeholders over time, and within

a range of contexts such as collective bargaining, negotiation and dispute resolution.

ELO 6

Select, and apply effective and innovative organisational systems and processes (such as HR, Finance,
Safety, IT etc.) to manage resources in a way that aligns with the school’s vision and mission, as well as
to ensure compliance with legislation, policy and best practice in addressing a range of organisational

needs.
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ELO 7
Planfor, select and manage staff and teams, assess and evaluate the performance of school stakeholders,

and work together to improve performance whilst insisting on full accountability for performance.

ELO 8Model ethical and values-driven leadership that adheres to professional standards of governance
and Codes of Conduct for educators, and articulate why certain decisions are taken and standards are

applied.

ELO9
Communicate effectively and clearly with all school stakeholders across a range of issues and

circumstances by using arguments and rationale effectively.

Recommended readings
Bush, T. & Glover, D. 2016. School leadership and management in South Africa: findings from a systematic
literature review. International Journal of Educational Management, 30(2): 211-231.

(You can access the above article by clicking on this link https://doi.org/10.1108/1JEM-07-2014-0101 and

then downloading the PDF version by clicking on the PDF icon on the right-hand side of the page.)

Christie, P. & Monyokolo, M. (Eds). 2018. Learning about sustainable change in education in South Africa:
the Jika iMfundo campaign 2015-2017. Johannesburg: Saide.

(You can download this report from https://www.saide.org.za/books/sustainable-change/. All of the

chapters in this report are relevant to this module but Chapter 2 is particularly useful in providing a

theory of change for leading and managing teaching and learning.)

In addition to the recommended readings, it is suggested that you access and read some of the literature
cited in the list of references at the end of the module, especially those related to issues where you feel

the need for further clarification.

You will also need access to the relevant Department of Basic Education's Curriculum and Assessment
Policy Statement (CAPS) documents (DBE, 2011) for the subjects you teach and lead, as well as the
current national policy on assessment and any relevant provincial guidelines. You will also need to check

your own school’s policy and procedure guidelines regarding teaching, learning and assessment.
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Unit 1: Instructional leadership in a learning organisation

Good teaching and good learning is a school’s bottom line. It is what schooling is about and is
the core function of a school ... The question that should be uppermost in a principal’s mind
should be, “What must we do to make good teaching and learning happen, and how will |

know what is happening?” (Clarke, 2007: 203)

Introduction

This first unit explores WHY principals and aspirant school principals need to focus on their role of leading
and managing teaching and learning. You will explore ideas related to the school as a learning
organisation and how this concept links to school effectiveness and improvement research. You will then
examine the role of school culture, instructional and distributed leadership practices, and the role of
professional development in ensuring continuous improvement in the quality of teaching and learning.
This will set a foundation for Unit 2 which examines some of the key issues involved in implementing the

current school curriculum.

The unit has been arranged into two sections, to help you understand these key issues:
Section 1: What is your role in managing teaching and learning?

Section 2: Instructional leadership in the learning school.

Unit 1 learning outcomes

By the end of this unit, you should be better able to:
1. Reflect upon and demonstrate an understanding of the school as a learning organisation which
ensures quality learning for all.
2. Reflect upon and demonstrate understanding of the role of leadership across the school,
especially Heads of Department/Phase as middle managers in managing teaching and learning

in the classrooms and to monitor teaching and learning within their department/phase.
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Section 1: What is your role in managing teaching and learning?

In the South African Standard for Principalship (SASP), the Department of Basic Education (DBE) states
that instructional leadership is one of the five core responsibilities of a school principal (DBE, 2015: 11).
As a principal, or as an aspirant principal currently holding departmental or phase responsibilities, you
are a leader and manager in your school. You have a key role to play in the school’s development and in
the means of ensuring that quality teaching and learning take place, both as a whole school focus and
within your own areas of expertise and influence. Your focus should be the expectation that all the
learners in your school can improve their knowledge and develop to the best of their ability; that all
teachers will teach and support the development of learners; and that teachers themselves will continue
to build upon their own professional knowledge and skills as lifelong learners. In addition, the wider
school community should be encouraged and assisted to support the school in this quest, by the

principal, the school management team (SMT) and the school governing body (SGB).

However, no school has the perfect environment or conditions, and all schools face challenges of varying
types. In South Africa the inequality between schools in the provision of financial, material and human
resources and in existing infrastructure and social conditions, is widely acknowledged. This applies to
both urban and rural areas, and compounds these challenges (Bloch, 2009; Christie et al., 2010; Fleisch,
2008; Maringe & Moletsane, 2015). The quality of teaching and learning in many South African schools
is known to be adversely affected by these factors, and this is particularly acute in areas of South Africa
where schools are located in impoverished communities. In these communities, multiple deprivations
[lacks and challenges] are apparent. These include, child-headed households, lack of housing, basic
services and health provisions (Chikoko, Naicker & Mthiyani, 2015; Faulkner, 2015; Mbokazi, 2015). Yet
there are examples of schools in impoverished communities which have achieved positive results in their
teaching and learning, despite the disadvantages and deprivations of their community contexts (Christie,

Butler & Potterton, 2007).

The central focus of this module is the provision of quality teaching and learning as the core purpose of
education. This focus acknowledges that context plays a significant role in determining the enabling
[empowering] factors as well as the complexity of the role of principals and school management teams

in this work (Kaparou & Bush, 2016).
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The module encourages principals and other school leaders to understand that there is no one way, or
right way, to lead a learning school, although there is research to support the argument that some kinds
of practices are likely to be more effective than others. The module suggests that leaders should adopt
a critical perspective, by constantly questioning how to improve teaching and learning in their schools,
given their context, community and resources. The module argues that it is by analysing the specific
enablers, constraints and/or difficulties presented in your context that you, as a leader, can determine
what will be the most effective processes for you to adopt to ensure continuous improvement in the

quality of teaching and learning through a constant focus on learning and innovation as an organisation.

Leading the learning school

This unit places the emphasis on the school as a learning organisation, and the role of the school principal
as the curriculum, or instructional, leader. It focuses on the relationship between academic performance
and achievement, school culture and instructional leadership —these can be described as the factors that
influence the learning culture and ethos of the school. Based on the knowledge that each school’s
individual culture, whether it is positive or negative, affects learner performance, the unit argues that
the quality of teaching and learning and, therefore, the standard of academic achievement, is directly
related to the quality of instructional leadership. The unit also focuses on ways in which schools can
maintain, and improve, with regard to all of these issues. So instructional leaders need to provide a vision
for future practice and influence other teachers in the school towards attaining that vision. However,
instructional leaders should also build or maintain systems and processes for data collection, analysis

and management so that decisions made about teaching and learning are based on reliable evidence.

While schools can be distinguished from other sites of professional practice such as hospitals or legal
firms by their focus on learning, not all schools are necessarily learning organisations. The next section

explains why.

The school as an organisation

The term organisation can be used to describe a wide range of social institutions from private businesses
to public schools. The term implies groups of people working together in different ways to achieve
common goals, a process that sometimes results in conflict and changes of approach. Researchers have

argued over several decades that schools are organisations (Fidler, 1997; Handy, 1984, 1993). For
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characteristics of a school as an organisation are explored in Module 6: Leading and managing the school
as an organisation. Davidoff and Lazarus (2002) identify the following components of the school as an
organisation: culture, identity, strategy, structures and procedures, technical support, human resources,
leadership, management and governance, and context at micro/community, macro/national and global
levels. However, this module focuses more narrowly on the notion of the school as a learning

organisation.

The school as a learning organisation

Today’s schools must equip learners with the knowledge and skills they’ll need to succeed in an
uncertain, constantly changing tomorrow. But many schools look much the same today as they did a
generation ago, and too many teachers are not developing the pedagogies and practices required to

meet the diverse needs of 21st-centure learners.

In response to the challenge of making schooling more relevant, a growing body of scholars, educators
and policy makers is making the case that schools should be reconceptualised as “learning organisations”
that can react more quickly to changing external environments, embrace innovations in internal

organisation, and ultimately improve learner outcomes.

Activity 1: Is your school a learning organisation?

Suggested time:

45 minutes

Aim:
The purpose of this activity is to help you think about what makes a school a learning organisation and

how, and if, this applies in your context.

What you will do:
1. Write a paragraph (10-12 typewritten lines in length) explaining what YOU understand a learning
organisation to be.
2. Now discuss your response with a member of your school-based community of practice (CoP).
3. Do your responses agree? If there are differences, why do you think this is?

4. Tryto agree on a shared definition of a learning organisation.
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5. Your shared definition should help you to decide if your school is a learning organisation. If not,
what might you need to do to move your school towards being a learning organisation?
6. Keep your response in your Learning Journal as part of your Professional Portfolio (PP) as

discussed in Module 1: Professional Portfolio and Workplace Project.

Discussion of the activity
You should now consider if your definitions, both individual and shared, agree with the discussion that

follows.

In understanding and engaging with the concept of schools as learning organisations, it is useful to start
by considering that schools differ from other organisations in that their primary focus should be on
teaching and learning. In other words, schools can be more accurately described as learning
organisations, in a way that other organisations may not be. A learning organisation is, however, more
than a place that simply focuses all its efforts on teaching and learning. Rather, it is an organisation in
which change is welcomed instead of being feared and where constructive change is part and parcel of
the organisational ethos [organisational philosophy or culture]. Being open to recognising errors or
weaknesses in the ways in which teachers teach and assess sometimes involves asking uncomfortable
questions. It also involves gathering and interrogating data objectively, questioning your and others’
underlying assumptions and then being willing to change practices in light of what the data tells you
rather than simply how you personally feel about the issue (Argyris, 2000; Christie & Lingard, 2001;
Clarke, 2007). Being able to do this requires a combination of forward-looking and goal-oriented
leadership, and the effective management of structures and processes that support quality teaching and
learning. In addition, in a learning organisation, there needs to be wise and careful implementation of
the authority that goes with the positions of Head of Department, Deputy Principal and Principal in order
to respond critically to policy expectations on the one hand and contextual realities on the other

(Christie, 2010).

In 1994, Peter Senge wrote an influential book on the idea of a learning organisation and in the following
year he participated in an interview on schools as learning organisations. In this interview he argued that
most schools were not learning organisations, explaining that:
Teachers don’t work together: there’s very little sense of collective learning going on in most
schools. ... A second dimension of the problem is that educational institutions are designed and
structured in a way that reinforces the idea that my job as a teacher is as an individual teaching

my kids. (Senge in O’Neil, 1995)
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Senge goes on to argue that being a learning organisation is not a once-off event like developing a school
vision statement, suggesting:
For anybody really serious in this work, you’ll spend 20 to 40 percent of your time — forever —
continually getting people to reflect on and articulate what it is they’re really trying to create. It’s

never ending. (Senge in O’Neil, 1995)

Elmore (2008) suggests that in fact there are only three ways to improve the opportunity for effective
and successful learning, these are — by raising the level of the content that learners engage with; by
increasing the skills and knowledge of teachers to teach that content effectively; and by increasing the
level of learners’ active learning or engagement with the content. The importance of the latter,
supporting learners’ active engagement with content, is supported by both international studies (for
example Bernard, Abrami & Borokhovski, 2009) and local studies (for example Strydom & Mentz, 2010).
This is not to argue that teachers should just add more content. Rather it is about using a diversity of
learning resources and media (e.g. speech, text, audio, video, animations and so on) so that information
is presented in different ways from different sources, and then creating learning activities that help

learners, both individually and together, to create and justify new understandings.

Among the many interventions teachers might make to improve learning, recent experience in South
Africa suggests the following areas might usefully be prioritised:
e systematic planning for curriculum coverage;
e curriculum monitoring to check the extent to which what was planned has been achieved and to
take corrective action where necessary; and
e continually working as a team to address contextual realities such as multi-grade classrooms and
lack of parental involvement (Maphalala et al., 2018).
You will be able to consider in more depth the process of change and change management within
organisations in Module 4: Leading and managing people and change, and Module 6: Leading and
managing the school as an organisation. This unit argues that if all those involved in the school and its
activities constantly and systematically reflect on their practices, make appropriate adjustments, and
effect necessary change as a result of new insights gained through this reflection, then it can be called a
learning organisation or a learning school. Such a school, according to Davidoff and Lazarus’s (2002)
research in South African schools, is one in which people development and organisational development
are complementary aspects of whole school development. They regard each one as contributing in its

own way to making the school more effective and, therefore, more successful in what it does.
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The notion of a school as alearning organisation can, however, be contested [questioned] and you should
consider this carefully to form your own opinions and make a reasoned judgment. You might find it useful
to engage with Senge’s practical field book (Senge, 2012), which is based on his earlier seminal
[important and very influential] research on learning schools. Essentially Senge argues for a systems
perspective, a realisation that many different factors impact on the quality of teaching and learning at
classroom, school and community levels and each context is unique. Members of the school community
need then to work together to maintain an environment that is conducive to continuous improvement.
Each member of the community has something to contribute to the process of innovation to improve
the quality of teaching and learning. In the South African context, you might like to look at Moloi’s (2010)
research as well as the Jika iMfundo initiative (Christie & Monyokolo, 2018). To access the Jika iMfundo
publication you can refer to the reference list at the end of this module or access it online free at:

https://www.saide.org.za/books/sustainable-change/

As you will learn in Module 4: Leading and managing people and change, keeping all staff informed and
involved is the first priority in getting their support for, and commitment to, change. It is argued that
communicating and sharing information with parents/guardians, external stakeholders, teachers and
learners, will increase the effectiveness of learning. This is considered a key factor in the successful
leadership and management of those schools where the quality of the teaching and learning provision is

evidently the first priority.

To help you understand why schools should be learning organisations and through this, become
successful in the provision of quality teaching and learning, it is useful to look briefly at the theories of

school effectiveness, and then those of school improvement.

School effectiveness

The concept of school effectiveness has to do with being able to identify the factors that contribute to,
and are characteristic of, schools that are effective. In other words, it’s about trying to understand what

it is that makes a particular school enjoy high levels of learner success.

Understanding the factors that make an impact on effectiveness, will help school principals to identify
areas of strength and areas requiring improvement and the next steps to take in their own school

context.
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Activity 2: Understand what makes a school effective

Suggested time:

30 minutes

Aim:

To reflect upon and identify characteristics of effective schools.

What you will do:

1.

2
3
4
5.
6
7
8

List the characteristics that YOU think an effective school demonstrates.

Now WhatsApp or email this question to five colleagues — compare their lists with your own.
Do your responses agree? If there are differences why do you think this is?

You should now try to agree on a shared list of 10 characteristics.

Does YOUR school demonstrate all or any of these characteristics?

If not, what might you need to do to help your school develop these characteristics?

Discuss this with a member of your school-based CoP.

Keep your response in your Learning Journal.

In this activity, you have played the role of teacher as researcher.

Discussion of the activity

You have identified some characteristics of effective schools, and there may be many others that you

have not identified. It may be that your shared responses with colleagues have identified very different

characteristics, from which you might have made an agreed list. You can see that there is no one answer,

or one definitive list of characteristics, as different schools will demonstrate different characteristics. But

all effective schools will have some characteristics in common, whatever their context. You should now

look at the following list which comes from school effectiveness research by Sammons, Hillman and

Mortimore (1995 cited in Gultig and Butler 2002: 75). This research identified that effective or good

schools are typically characterised by:

Professional leadership;
A shared vision and goals;

A stimulating but ordered learning environment;
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e Afocus on teaching and learning;

e  Purposeful teaching;

e High expectations of learners and staff;

e Positive reinforcement of learning attitudes and behaviours;
e Consistent monitoring of teaching and learning progress;

e Acknowledgement of learner rights and responsibilities;

e Positive home-school partnerships;

e The creation and maintenance of a learning organisation.

School effectiveness research equated good schools with schools in which learners consistently
performed well academically. This was based on two assumptions, namely that (a) there was a link
between the organisational features of good schools and their good academic results, and (b) once these
characteristics had been isolated, then the academic performance of not so good schools could be

improved by helping them develop those same features/characteristics.

Adding to this understanding, another body of research has focused on the concept of school

improvement.

School improvement

School improvement research has tended to emphasise teaching and learning as the core business of a
school and, as such, researchers argue that it is the quality of these activities that should be researched
in relation to the academic performance of learners. While drawing on the findings of school
effectiveness research, school improvement researchers emphasise the impact on academic
performance of teaching and learning processes and procedures, teacher skills, and teacher and learner

attitudes.
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Activity 3: School effectiveness and school improvement in your school

Suggested time:

30 minutes

Aim:
The purpose of this activity is to help you think about the two bodies of research discussed above and

how they might apply in your context.

What you will do:
1. Read the following two statements. Decide which you agree or disagree with, and why.

a. Thereisabody of opinion which says that it may be impractical for principals to follow either
the school effectiveness (focussing on supportive systems) or school improvement (focusing
on teaching and learning) approaches. There is doubt about whether the findings of the
research can simply be transferred from one context to another, particularly given the widely
divergent South African schools and contexts (Christie et al., 2010). Recent research by Cliffe,
Fuller and Moorosi (2018) in the United Kingdom also indicate that this assumption of
transferability of characteristics between widely divergent [different] schools is highly
problematic and is open to question. So what do you think? What is needed to effect
improvement in teaching and learning in your school? Do systems need to change? Or should
you focus on improving classroom practice? Or is something else needed?

b. Researchers have argued that the criteria for effectiveness should be linked to context

(Ngcobo & Tikly, 2010; Msila, 2011). Fleisch and Christie (2004) state that:

Systemic school improvement [i.e. a focus on school systems such as policy and
procedures, culture, administrations, etc. as enablers of quality improvement]
particularly for disadvantaged children, is inextricably linked to wider social, economic
and political conditions — in South Africa’s case the political transition from apartheid
to democratic government. These structural conditions and specific historical contexts
are often glossed over in models of school effectiveness/improvement. (Fleisch &

Christie, 2004: 95).
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They conclude that,

The school effectiveness and improvement literature has developed over time, from an
initial preoccupation with schools as units of effectiveness and change, to school
departments and classrooms on the one hand and systems on the other. There is
growing recognition that effectiveness can exist on a range of levels, just as change or

improvement can be facilitated at many points. (Fleisch & Christie, 2004: 108)

2. You should support or contest/challenge the views expressed using reasoned argument based
on evidence from the wider readings recommended, and also based on evidence from your own
experiences.

3. Discuss with a member or members of your school-based CoP. Keep your response in your
Learning Journal as part of your PP.

4. To help you to further deepen your understanding of the issues related to school effectiveness
discussed above, watch the following YouTube video with colleagues from your school-based

CoP: Instructional leadership for principals: https://www.youtube.com/watch?v=jCwP4PIEfQ8.

(Duration: 13.21). This video includes a description of the history, theory, progression and policy
implications of instructional leadership. The Effective Schools Movement is discussed in detail in
the video by Justin Osborn.

5. Youthen need to discuss and relate the ideas presented in this video to what you think might be

needed in the context of your own school.

Discussion of the activity
While different researchers may have focused on slightly different issues (as you will have seen from the
two written extracts above and from watching the video) there is general agreement in the literature on
the characteristics of successful schools and the central role that leadership and management have to
play in creating and maintaining the conditions for success. It is also acknowledged that the effects of
leadership and management are not direct and often hard to measure. In their report to the Minister of
Education on the characteristics of schools that work, Christie et al. (2007: 5) observed that while most
schools operated in challenging circumstances, four dynamics could be identified among schools that
had successfully risen above these challenges:

1. All of the schools were focused on their central tasks of teaching, learning and management with

a sense of responsibility, purpose and commitment.
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3. All had organisational cultures or mind sets that supported a work ethic, expected achievement,
and acknowledged success.
4. All had strong internal accountability systems in place, which enabled them to meet the demands

of external accountability, particularly in terms of Senior Certificate achievement.

It should be clear to you that there is a need for a school culture that reflects the kind of values and

practices summarised above. The next section examines this issue in a little more detail.

Identifying and understanding school culture

Integral to understanding the concept of a learning organisation and leading a learning school, is the
notion of school culture. According to the Oxford Student Dictionary culture refers to "the customs,
traditions, and civilisation of a particular society or group of people". If this meaning is applied to the
term school culture, it could, in other words, be a reference to the way in which things are done in a
particular school and the value that the school community attaches to such processes and procedures
(Prosser, 1997). It could also refer to the way in which the school is organised, the interaction between
members of the school community, and stakeholder attitudes towards the school and the activities in
which it engages. As noted in Figure 5, in Module 3: Leading and managing extra- and co-curricular
activities, this includes ensuring that the learners’ voices are also heard and that distributed leadership
extends also to these learners. (It might be useful at this point to revisit the discussion on distributed

leadership in Module 1: Professional Portfolio and Workplace Project.)

Similarly, Gultig and Butler (2002: 38) see school culture as the term used to describe "the way of life of
the people within a particular school. It refers to the underlying beliefs and assumptions, norms and
values, relationships and interactions, shared by people in a school" — that is "the way we do things
around here". This may result in both positive and negative situations, through action, or inaction.
Morgan and Murgatroyd (1994: 65) suggest that culture is the sum total of the "implicit rules,

assumptions and values" that bind an organisation together.

All schools are made up of groups of people — teachers, learners, as well as support and maintenance
staff — typically gathered together for a common purpose, namely, to promote learning. If there is so
much tension or disagreement between the members of the group that it is impossible for them to work
together, or if they don’t work together in a planned way towards the achievement of a common
goal/purpose, then they are simply a group of people who happen to be together and they are not an

organisation. This is a significant factor in identifying a school culture and from that, whether a successful
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learning culture can be achieved. Moreover, in terms of understanding a successful learning culture and
the means of achieving it, Morgan and Murgatroyd (1994: 65) claim that successful schools create and
maintain a culture in which:

e |nnovation is highly valued;

e Status is secondary to performance and contribution;

e Leadership is a function of action, not position;

e Rewards are shared through the work of teams;

e Development, learning, coaching and mentoring are seen as critical paths to sustainability;

e Empowerment to achieve challenging goals is supported by continued development;

e Success provides a climate for self-motivation.

They argue that in such a culture, the organisation and those working in it are energised by their
successes, by their sense of ownership and by their commitment to the achievement of future successes.
The importance of partnerships and networking in education provision to overcome the many contextual
challenges faced by schools are then core characteristics both of learning schools and instructional
leaders. The same can be said about the creation and maintenance of structures and processes to foster

such collaboration.

Activity 4: Your school and its culture

Suggested time:

1 hour

Aim:
To help you think about how your school culture can be identified and what this means for the teaching

and learning that takes place.

What you will do:
Downey (cited in Hopkins and MacGilchrist 1998: 422) argues that "a school teaches in three ways: by

what it teaches, by how it teaches, and by the kind of place it is."
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1. In thinking about how Downey’s claim might apply to your school, consider each of the
statements about the three ways a school teaches and answer each as honestly and openly as
you can:

a. What does your school teach? Does this apply to just the formal school curriculum or are
there other things that are taught?

b. How does it teach? For example, think about who teaches. Are there shared or team-
teaching opportunities? Are all teachers qualified to teach what they teach?

¢.  What kind of place is your school? It is important for you to describe honestly what it is like
to work in this school. For example, is it collegial or do teachers all work in silos [separately]?
Is management supportive? Also describe your school's quintile, physical size, location,

facilities, etc.

Thinking about these issues now will help you to identify areas for support and intervention in

improving the quality of teaching and learning.

2. Now read and reflect on this quotation from a rural secondary school in Mpumalanga. In it, the
principal describes the reaction to an attempt to improve the staffing and ensure a teacher for
every Grade 9 class, even if the classes were larger as a result:

We wanted to combine the Grade 9 learners, creating two classes from three classes to
release teachers as our human resources are always a challenge. It wasn’t ideal but was the
best solution we had. The learners were upset and, supported by some of the teachers, a riot
broke out. They threw stones breaking windows and damaging my car. | tried to talk to them

but the situation got worse, the SMT escorted me back to my office, standing guard ...

a. What would you say is the culture in this school?
b. Who do you think "we" refers to in the quotation? Who do you think should be involved?
Do you think that the members of staff work together to achieve a common purpose? If
your answer was yes, what is this purpose and what do they do together? If your answer to
the last question was no, can you explain why this might be?
3. Look back at your response to Activity 4. What common purpose is being served well at your

school? What are the implications, if any, for your school, whether you answered yes or no?

You might now usefully look at the YouTube video: Teacher collaboration: spreading best practices

school-wide: https://www.youtube.com/watch?v=85HUMHBXJf4 (Duration: 3.26). At Wildwood IB
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World Magnet School, in Chicago in the USA, teacher collaboration fosters a supportive professional

culture, lessens teacher conflict, and provides learners with school-wide best practices.

Discussion of the activity

If you accept that the rules, values and ways of doing things constitute culture, and if you accept that
schools are organisations, you could refer to the culture of the school as its organisational culture, which
underpins and informs the learning culture. This is the view of Morgan and Murgatroyd (1994: 25) who,
referring to research in the area of school effectiveness, argue that organisational culture has a major
influence on organisational performance (i.e. the learning process in schools). If the goals and the
strategies required for achieving this reflect this culture, the organisation is more likely to be successful
than it would be if they did not. According to them, that which distinguishes one organisation from
another is often what makes it unique and, at the same time, is the characteristic that the organisation

uses to market itself.

In the case of schools, their uniqueness would be reflected in those things that they value most, whether
this is academic excellence, sport, culture, inclusive education practice, well-qualified teachers, a safe

school environment, a combination of these factors or something else entirely.

Activity 5: Observations on school culture

Suggested time:

45 minutes

Aim:

To deepen your understanding of the way a school culture can be observed and understood.

What you will do:
Write your response to the following questions — as a teacher and as a parent (if this is relevant).
You might find it helpful to discuss this with your school CoP.
1. Can you identify any schools in any context that are associated with a particular kind of
achievement and/or culture? For example, maybe you know a school in the Eastern Cape that
has an outstanding choir or maybe a school in Mpumalanga that regularly participates in and

wins awards at Science Fairs.
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2. What is this achievement and what does it suggest about the unique culture of the school?
Email or WhatsApp these two questions to six other teachers. Look at their replies and note what
they have identified and why. Are there any common factors that you can determine from their
responses?

3. Now think about what makes your school unique. Is this uniqueness of your school something
positive or negative? What does it suggest about the organisational culture of your school?

If your school is unique in the negative sense, what could be done to create a more positive

culture?

Discussion of the activity
Itis hoped that this activity has helped you to clarify the culture of your own school. It can also contribute

to your Workplace Project and Professional Portfolio when you describe the context of your school.

In Section 1, you have spent some time exploring the notion of the school as a learning organisation and
have identified several related issues — school effectiveness, school improvement and school culture. In

Section 2 you will focus on your role as an instructional leader in developing a learning school.
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Section 2: Instructional leadership in the learning school

In this section, you will shift focus to a consideration of the relationship between academic performance
and achievement, school culture and instructional leadership. Based on the concept that school culture
affects learner performance, Section 2 argues that the quality of teaching and learning and, therefore,
the standard of academic achievement, is directly related to the quality of instructional leadership. It also

focuses on ways in which schools can maintain and improve with regard to all of these factors.

If you watched the video suggested in Activity 3, Instructional leadership for principals:

https://www.youtube.com/watch?v=jCwP4PIEfQ8 (Duration: 13.21), you should now have more

awareness of these factors and of your role in leading schools for quality teaching and learning. You
should be able to define instructional leadership and consider how your role fits this. Before moving on,

write your definition of instructional leadership in your Learning Journal.

Crucial to the creation and maintenance of a learning school is the role of instructional leaders, i.e.
leaders who prioritise the quality of learning and teaching above everything else and who ensure that all
school development plans also do so. The concept of instructional leadership is sometimes contested,
and so there is no fixed description of what an instructional leader is. However, there is relative
consensus amongst researchers (Bush, 2013a; Robinson, Hohepa & Lloyd, 2009) that instructional
leaders are leaders who amongst other things:
e Focus on improving schools, and establish goals and expectations in this regard;
e Are classroom focused;
e Regularly reflect on their performance and encourage ongoing teacher learning and
development;
e Emphasise teaching, learning and learner performance;
e Emphasise skills development and the conditions for their implementation such as strategic
resourcing, maintenance of an orderly environment, networking, problem-based approaches

and use of appropriate tools and technology.

However, Southworth (2002, 2004) prefers to use the term learning-centred leadership and he argues
that the influence of the principal on teaching and learning takes three forms:

e Direct effects — where your actions directly influence school outcomes.

e Indirect effects — where you affect outcomes indirectly through other people.

e Reciprocal effects — where leaders affect teachers and teachers affect leaders.
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Southworth therefore deepens your understanding of the instructional leadership role by pointing out
that it is not only what leaders consciously choose to do that impacts on teaching and learning in the
classroom. Teachers also influence one another's practices and can influence the leader’s own thinking

and practice.

Activity 6: Concepts of instructional and learning-centred leadership

Suggested time:

45 minutes

Aim:

To deepen your understanding of the role of leadership in teaching and learning.

What you will do:

1. What are your views on these two different assertions from Bush (2013b); Robinson et al. (2009)
and Southworth (2002, 2004)? Which would you support and why? Could you support both?

2. What are your views on the above three forms outlined by Southworth? From your experience,
which of the three effects would you say is the most common? Give reasons why, and support
your opinion with concrete examples from your own school and your leadership style within your
sphere of influence.

3. Discuss this with a member of your school-based CoP.

Discussion of the activity

You may have decided that indirect effects include changes made by teachers in response to your role as
leader in monitoring teaching and learning, and providing constructive feedback. You may also have
decided that direct effects include your own practice as an HOD and teacher, and demonstrating (or
modelling) good practice to your teachers. And certainly, reciprocal effects arise from dialogue — these
are the conversations between leaders and teachers, whether formal or informal — the exchange of ideas
leads to improved classroom practice. In schools that function well, the literature (Blasé & Blasé, 1998;
Christie et al., 2007; Hopkins, 2001) suggests that the following points are key in identifying what
instructional leaders do and how they lead the school to success through establishing a positive learning

culture:
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e Instructional leaders do not pretend to know it all — they tap into other people's expertise and
allow others also to play leading roles in the school and in projects related to the school.

e Instructional leaders not only share information with others but support and encourage them in
the use of all information and data management.

e Instructional leaders show an explicit orientation to the learning process and the creation of
good relationships based on mutual respect.

e The personal values, vision, commitment and energy of instructional leaders motivate, energise
and enable staff to participate in and even lead change and development projects.

e Instructional leaders often adopt the role of mentor to other staff members, supporting and
guiding them in dealing with change and improving teaching and learning.

e Instructional leaders are lifelong learners — they read, study and do (action) research and
encourage the rest of the staff to do the same, feeding new knowledge and understanding into
school development projects.

e |Instructional leaders encourage and model critical self-reflection and staff collaboration,
including team planning, team teaching, peer observation and assessment as tools for staff

development and the improvement of academic achievement.

On the basis of the previous discussion, this unit adopts the following definition of instructional
leadership:
Instructional leadership focuses on teaching and learning and on the behaviour of teachers in
working with learners. Leaders seek to positively influence learning through their influence on
other teachers but also recognise that leaders are themselves influenced by the teachers with

whom they work. (Adapted from Bush & Glover, 2002: 10; Southworth, 2002, 2004)
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Activity 7: Influencing classroom practice

Suggested time:

2 hours

Aim:
To enable a deeper understanding of differing ways instructional leaders can work in classrooms and

apply these to your school context.

What you will do:
1. Carefully read the case studies in Leading learning: instructional leadership in infant schools
(Foundation Phase in South Africa), Benson’s 2002 classroom-based practitioner research. This

can be accessed at http://dera.ioe.ac.uk/5098/1/leading-learning.pdf. You should

highlight/underline any points that you think could be of value to improving teaching and
learning development projects in your own school. Although these case studies are very
interestingly set in Foundation Phase classrooms, the classroom initiatives of instructional
leaders could be adapted for primary or secondary school. Keep this in mind for your context as
you read through the case studies.

2. Now choose the case study that interested you most. Deconstruct [break up] the leadership
development initiatives in the classrooms that are described. Put these into separate steps or
activities, indicating the role that the instructional leader has to play in each.

3. Discuss the activities from point 2 above with one or more members of your school-based CoP
and ask them to help you to identify and plan a similar process in your own school that could be
developed.

4. Plan the project identified in number 3 together, identifying possible challenges/threats to its
success and ways of overcoming or avoiding these. Remember to keep your response personal
and related to your own situation as this might be used to help you identify and plan for

developing your Workplace Project (WPP).

Discussion of the activity
Your work so far in this section should help you to realise that the principal cannot do everything alone.

Each teacher has their own strengths as well as areas for improvement. Learning schools and effective
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instructional leaders are able to harness the power of team work and collaborative engagement to make

the most of what everybody can contribute. The next sub-section discusses how this might be achieved.

The value of collaborative structures and networks within schools
In considering the learning school and the role of the instructional leader, Hopkins and MacGilchrist
(1998: 422) observe that much research suggests that school improvement for improved learning and
teaching is best achieved through the use of collaborative structures and networks, both inside and
outside the school. However, they argue that the key to development planning for learning and
achievement remains within the school, with the most successful schools sharing the following
characteristics:

e Developments are based on a shared vision.

e Leadership is strong and focused on academic improvement.

e The entire school community, including parents/guardians, is involved in school development.

e Development plans and procedures as well as management systems are in place.

e Staff development is a high priority.

Their research also suggests that teachers are most active around the learning they themselves organise:
this is where they exert most influence and, by implication where they can affect change and reform
positively. This is most likely to happen if the management style of the school leader encourages teachers
to take ownership of the process. Such leaders are willing to share information, distribute tasks and/or

responsibilities and encourage teachers, especially, to go on being creative and resourceful.

In schools that qualify as genuine learning organisations, the learning process is always kept up front. So,
it follows that the collection and use of information on learning, and ways of enhancing learning, are the
top priority in such schools and that whole-school planning and development depend on information
gathered in classrooms. Also, the vision, goals, aims and objectives of learning schools are by definition
learning-focused. As observed in Module 1: Professional Portfolio and Workplace Project, you should
consider the value of collaborative sharing of the learning and teaching process within a learning school,
perhaps through establishing, or expanding, communities of practice in your own school. You might find
it useful to watch the YouTube video: Key elements for effective teacher collaboration:

https://www.youtube.com/watch?v=leB13CFt8a8 (Duration: 5.36). At the school in the YouTube video,

Piedmont Intermediate School, teachers demonstrate the key components of effective teacher

collaboration.
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If you recognise that everybody in the school has something to offer towards continuous improvement
of teaching and learning, and you wish to harness the potential of collaboration and networking, then

you should also be open to decentralised or distributed leadership, as discussed below.

Distributed leadership in the learning school
The modes of leadership in a learning organisation are key, as identified previously. Hopkins and
MacGilchrist (1998: 422) identify two strong claims related to distributed leadership. This concept is
introduced in more detail in Module 4: Leading and managing people and change. However for the
purposes of considering how leadership for learning is best enacted in schools, you should look at this in
relation to the learning school. Distributed leadership as a concept, has become increasingly important
in leadership theory and practice, amid growing recognition that a centralised leadership model,
involving the principal alone, does not produce maximum benefits for the school. There are various
definitions of distributed leadership, but for the purposes of this unit, distributed leadership as defined
by Harris is put forward:
Distributed leadership concentrates on engaging expertise wherever it exists within the
organisation rather than seeking this only within formal position or role. Distributed leadership
is characterised as a form of collective leadership in which teachers develop expertise by working
together. In short, distributed leadership equates with maximising the human capacity within the

organisation. (Harris, 2004: 14)

In this model, the principal is not the single leader, but is at the heart of a series of teams, and team
leaders, working together with a shared purpose, to improve the school and enhance learner outcomes
in accordance with the agreed vision and common values of the school. This module supports the view
that team-work is at the heart of a distributed leadership approach. In Mbokazi’'s 2015 research it
became clear that success could not be attributed to the principal working alone and that there needs
to be a shared focus on “managing teaching and learning as the core purpose of schooling” (Mbokazi,

2015: 480).

You might like to think about your own experience of leading or being part of the leadership of school
teams, and whether you would agree or disagree with Mbokazi and why. You know that the obvious
leadership team in most South African schools is the SMT. This body comprises all teachers with

leadership and management roles — the principal, deputy principal(s), heads of department (HODs), or
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heads of phase. The SMT, when working well, provides positive potential for generating and sustaining
high-quality teaching and learning through the shared vision of quality improvement, and strategies to
achieve this. But there are other team possibilities, and HODs and heads of phase can also organise their
teachers into other highly effective teams, sharing their expertise on their common learning areas to
improve teaching and maximise learner outcomes. There may also be informal teams designed to
improve aspects of school life, for example, school sports activities, extended academic activities, and
choir and music activities, outside of the mainstream curriculum provision. This aspect will be considered

in Module 3: Leading and managing extra- and co-curricular activities.

Leadership teams may also exist beyond the professional staff of the school. For example, the most
effective SGBs also operate as teams, with community members and professional stakeholders working
together to improve the school. However, research has shown that many teams in South African schools
do not operate effectively. For example, research by Bush et al. (2008) on the management of teaching
and learning in eight schools in Limpopo and Mpumalanga, shows that many teams were dysfunctional.
They report that their respondents were often unable to make a clear distinction between the work of
individual HODs and the collective work of the SMT in instructional leadership. Five of the eight SMTs
had little impact on teaching and learning either because they rarely met or because they didn’t engage
with teaching and learning issues. At two schools, the SMTs did have a formal role in managing teaching

and learning while the principal at another school was planning a stronger role for the SMT from 2009.

Bush et al. (2008) conclude that, where SMTs operate successfully, they have great potential to improve
classroom practice through HODs sharing their ideas, developing school-wide policies and enacting
consistent practices throughout the school. This was also observed in Faulkner’s (2015) research of
female principalship in secondary schools in areas of multiple deprivation. She observed that the
principals’ attempts to engage the SMT in distributing leadership for quality improvement were
undermined and even sabotaged, rather than supported. Of course there were other factors in this
resistance, specifically the gender bias and patriarchal attitudes displayed by some staff to a female
principal. This is another area of leadership and gender which will be explored in Module 4: Leading and
managing people and change. But the key point is that collaborative and shared leadership is critical for

schools to improve the quality of teaching and learning.

Therefore, as this research makes clear, whatever the circumstances, one of the principal’s central roles
is to build the SMT into an effective force for school improvement. Bush et al. (2008) concluded that this

could be achieved by the principal doing this through one or more of the strategies identified below:
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e Using the team approach.
e Developing individual responsibility for collective gains.
e Rewarding people for successes.
e Building on successes and learning from failures.
e Examining and using a variety of models for self-development and team work to improve
teaching and learning through:
o Peer coaching;
o Critical friends;
o New teacher/experienced teacher partnerships;

o Action research teams or study groups.

In a similar way, Pont, Nusche and Moorman (2008) and Kelley (2010) indicate the need for the following
actions:
e Define a shared vision and goals (the focus in Unit 1).
e Build the capacity of leaders and leadership teams and general teacher quality (the focus in Unit
2).
e Mobilise distributed leadership, including collaboration with external partners, to analyse
problems and plan solution strategies using best available data (the focus in Unit 3).
e Align leadership structures, resource allocations and roles to support improvement plans (what

you will need to take forward on completion of this module and programme).

These strategies are supported in Mbokazi’s (2015) research. He demonstrates that where a strong
principal encourages and supports the SMT in the search for improved quality of teaching and learning,
then positive results were observed in quality provision, and learner motivation and outcomes (Mbokazi,
2015: 475). Similarly, research by Chikoko et al. in successful secondary schools in areas of multiple
deprivation showed that collaboration and trust within distributed leadership was a key factor in that
success (Chikoko et al., 2015: 460). They said that:

All the five principals reported a strong sense of shared ownership of decisions in their schools. In

this regard Mr Khangela said: "l believe in the principle of working together ... | don't do it alone.

My SMT members and | work as a team." (Chikoko et al., 2015: 460)

Activity 8: Claims for school leadership: read, reflect and write
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Suggested time:

2 hours
Aim:
To deepen understanding of instructional leadership and develop critical reading skills.

What you will do:
1. Read the following article noting the arguments and evidence used to support the seven strong

claims for school leadership discussed in the paper:

Leithwood, K., Day, C., Sammons, P., Harris, A., Hopkins, D. 2006. Seven strong claims about

successful school leadership. Available:

http://www.ncsl.org.uk/media/767/B2/seven-claims-to-success.pdf [2018, August 14]

2. In a well-structured, written response, give your views on the arguments put forward in the

article, supporting or contesting them.

Write three or four paragraphs, each with clear topic sentences. Each paragraph should be
approximately 10-12 typewritten lines in length. This should be a reasoned argument (as you
learned in Module 1: Professional Portfolio and Workplace Project) that must be supported by
evidence from sources/readings, as well as your own experiences. You should provide a short

concluding paragraph which summarises the key points you have made in your response.

Remember the difference between how you reference if you paraphrase from the author’s work,
and if you quote directly. Your higher education institution (HEI) will also assist you with this as

they may have different ways in which they want you to present and reference.

Itis a good idea to first pre-write, where you just put your ideas down. When you pre-write you
can make mindmaps, free write, make bullet point lists — any format that helps you get your
ideas down. Following this, write a first draft and perhaps a second draft as you slowly organise
your thoughts more logically and structure your writing more coherently. When you write your
final copy, make sure you edit this carefully and then ask a colleague, friend or family member

to read this through before you complete the final draft.
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Remember that you must always give reasons for your responses that are based on your
experience, your context, and supported by the literature you have read — this is what is called

a reasoned argument.

3. Ensure that you file your written response in your PP.

Discussion of the activity

The article you have just read for this activity summarises the international evidence on successful school
leadership. It is helpful to recognise that these leadership strategies are within the grasp of all school
principals and aspiring principals, in advantaged and disadvantaged schools. Realistically, however, this
is only if context and the ability to work with what you have is analysed, evaluated and acted upon.
Remember the authors’ distinctive comment that "there is not a single documented case of a school
turning around its pupil achievement trajectory in the absence of talented leadership" (Leithwood et al.,
2006: 5). South Africa has many examples of this (Christie, 2010). These are inspirational case studies
which demonstrate that your learners and teachers can be motivated to build upon and improve the
quality of teaching and learning at your school, even from a very disadvantaged base. You might also like
to read Harris’s research Distributed school leadership: developing tomorrow’s leaders (Harris, 2013)

which is detailed in the reference section.

Activity 9: Promoting distributed leadership in schools

Suggested time:

1 hour

Aim:

To deepen your understanding of distributed leadership and how it applies in your context.

What you will do:

In completing the following tasks, analyse your own context and write from your experience.

1. How can you promote and develop distributed leadership in your school? If distributed
leadership is already well established in your school, how did it come to be so?
2. Use bullet point format to show the key areas; and then a paragraph (10-12 typewritten lines in

length) to explain why you think these are key in your context.
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3. What enablers and/or barriers do you envisage in encouraging this approach to leadership? List
these in two columns — one column for enablers and one for barriers. Discuss your responses
with a member of your school-based CoP.

4. Now read the discussions below (Exploring the development of distributed leadership across the
school; Teacher leadership) and think about whether your response agrees or disagrees with the
arguments presented. How have your experiences as a leader, in whatever your sphere of

influence, shaped your views on distributed leadership?

Discussion of the activity
Remember that there is no one answer or right answer. The context will sometimes determine what you

can or cannot achieve. Keep your response in your Learning Journal.

Exploring the development of distributed leadership across the school

In the past, leadership was top-down in nature. However, with the democratisation of education, post
1994, the move was towards “participative, democratic management, collegiality, collaboration, schools
as open systems and learning organisations, and importantly, site-based management” (van der Mescht,
2008 cited in Grant et al., 2010: 401). Teacher leadership is described as an approach where all teachers
can lead at various levels of the organisation. Leadership is therefore not positioned in a single person,
such as the principal only, and should be approached as involving groups where anyone can lead. This is

an important argument that Harris (2013) makes in the research referenced earlier.

You cannot discuss teacher leadership without considering how distributed leadership can be utilised to
ensure that groups work together, each member bringing their own expertise to the situation. This,
according to Grant et al. (2010: 403) means that power has to be redistributed so that the leader can
relinquish sole power and thereby release the potential power of other teachers (Barth, 1988 cited in

Grant et al., 2010: 403).
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Teacher leadership
The model provided in Figure 2 below was developed in three phrases during research conducted over
a period of five years (Grant, 2017: 7). This research was intended to gauge teachers’ understanding of

teacher leadership. The model represents:

i) areas or zones depicting areas in which teachers might currently be practising teacher
leadership in their contexts or where they see themselves leading in future;
i) the roles that teachers can adopt in each of these zones;

iii) the analysis of indicators of such leadership in each of the zones are provided.

Carefully consider this diagram and identify how these roles and zones may apply to schools generally,

and to your school context in particular.

Grant (2008) envisages a teacher working in expanded zones of influence from within the classroom to
the whole school and then to working with other schools. They must also be both able and willing to
move from critical reflection on, and improvement of their own practice, to leading in-service
development opportunities for other teachers (a process you will follow in Units 2 and 3). This expanded
set of zones of influence and roles to be played is consistent with everything discussed so far regarding
learning schools and instructional leadership. Continuing professional development for teachers is a

critical aspect of managing teaching and learning effectively.
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Figure 2: Model of teacher leadership. Continued below.
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You can see that the principal and the SMT need to optimise teacher leadership beyond the classroom
to ensure that distributed leadership becomes a key factor in the provision of quality teaching and
learning in the school, both within and outside the classroom. According to Harris and Lambert (2003
cited in Grant et al., 2010: 402) teacher leadership is "a focus on improving learning and is a model of

leadership premised on the principles of professional collaboration, development and growth".

With distributed leadership the individual can contribute by adding their expertise to the group, power
is redistributed and the latent power of the teacher is released (Grant et al., 2010: 403). It is evident that
the building of teacher leadership will involve delegating responsibility and ensuring that accountability

measures are built in to ensure delivery of what is expected.

Grant (2017) argues that if educational change is to happen, it is important that teacher leadership be
found in more mainstream schools than is the case at present. It is evident that the school culture is the
biggest influence on whether there is teacher leadership development that could contribute to school

improvement.

Activity 10: Research teacher leadership in your context

Suggested time:

1 hour

Aim:

To investigate the presence and nature of teacher leadership in your context.

What you will do:

Read and reflect on this research article by Grant, C., Gardner, K., Kajee, F., Moodley, R. and Somaroo, S.
2010. Teacher leadership: a survey analysis of KwaZulu-Natal teachers’ perceptions. South African
Journal of Education, 30: 401-419. A PDF of this article can be down loaded from:
https://www.ajol.info/index.php/saje/article/view/60035/48293

1. Conduct the same investigation within your own sphere of influence. You might need to re-word
some of the questions but the closer your questions are to the original, the easier it will be to

make comparisons.
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2. Select a committee that exists in your school and try to determine whether any leadership role is
taken by a post-level 1 teacher.

3. Tryto determine whether there is a culture of collaboration in this committee.

4. What can you say about this teacher leader? Does it seem that they are emerging as a teacher
leader or being developed as a teacher leader? What are the factors that might be preventing
them and other teachers becoming teacher leaders in your school?

5. Discuss your findings with a member of your school-based CoP. Make a note of your response in

your Learning Journal.

Discussion of the activity

The focus of your investigation should be on post-level 1 teachers who are positioned strategically to
take on certain teacher leadership roles. You might have been able to identify such a teacher or teachers,
and where they are applying their leadership roles within the school. This is often more easily seen where
teachers take on leadership roles in extra-curricular and co-curricular activities, which you will explore in

more detail in Module 3: Leading and managing extra- and co-curricular activities.

Now, consider the leadership culture in your context. Are teachers open to engaging with leadership at
post-level 1 or is there a culture of expecting members of the SMT to carry the weight of leadership and
management? Grant et al. (2010) argue that:
Teacher leaders are agents of change and this agency should be nurtured and tapped so that
teachers learn to lead new initiatives and challenge the existing status quo in schools in the
pursuit of excellence in teaching and learning. To do this, teachers require support from the
principal as 'leader of leaders' and through continuing professional development initiatives, both

inside and outside the school. (Grant et al., 2010: 404)

Teacher leadership should be built in to the culture of the organisation and not seen as individual
endeavours only (Grant, 2017). Where teacher leadership is practised, it is not centred in a singular
position, but approached as a group-process, where all can contribute. The following are qualities found
in teachers who lead:

e Expertise (in subject and own teaching);

e Confidence as expertise develops to lead others in search of excellence;

e Mentoring skills;

e Reflective practice;
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e Action research knowledge and skills.

Do you consider that the culture of your school encourages teachers to lead and contribute to the
leadership of the school? Stop for a moment to think about this. Grant et al. (2010) maintain that there
is no doubt that involvement in teacher leadership will, for the individual, lead to greater job satisfaction,

productivity and commitment to the context.

Howey (1988 cited in Grant, 2010: 35) emphasises that teacher leadership is "ultimately proven in the
efforts of others to attempt to scale heights of human achievement and plunge depths of human caring
not otherwise envisioned." When teachers subscribe to this, and are actively encouraged and supported
by the principal and SMT, then they can meaningfully contribute to transform their schools in a positive

and effective way as the change agents research argues that they should be, whatever the context.

As discussed throughout this unit, you know that no two school contexts are the same: each will find
itself within a particular "historical, cultural and institutional setting" (Grant et al., 2010: 404). Teacher
leadership can contribute to creating more democratic societies within school contexts and thus bring
about the changes and transformation that were envisaged for the South African educational context
post 1994. This is relevant to both the core curriculum, and co-curricular and extra-curricular activities.
The discussion in this unit has highlighted some of the problems mentioned earlier regarding the success
of distributed leadership, either because of principals' unwillingness to share or devolve power, or of the
SMT's unwillingness to participate or endorse this distribution through shared action and teamwork
(Bush et al., 2008). Teacher leadership recognises that individual teachers, and teacher teams, are able
to exercise leadership independently of the formal management roles exercised by principals, deputy
principals and HODs. Therefore, teacher leadership may be regarded as consisting of "teachers who lead
within and beyond the classroom, identify with and contribute to a community of teacher learners and

leaders, and influence others towards improved educational practice" (Katzenmeyer & Moller, 2001: 17).

Harris and Muijs (2003) point to the need to broker and mediate relationships between colleagues for
some surrender of power by senior leaders, who should have a belief in a collaborative philosophy, and
for a transformation of schools into CoPs. This requires a substantial change of focus for many South
African principals (Bush, 2013b) but it is a focus that is entirely consistent with the principles of ubuntu
as well as traditional African leadership practices in which the leader both consults and delegates

(Letseka, 2016).
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Different forms of teacher leadership have different positive activities and outcomes. However, the
principal needs to consider whether some, or all, of the following enablers already exist or could be put
in place, namely:

e Aculture thatis, or would be, supportive of distributed and teacher leadership.

A clear commitment to this approach from the principal, the SMT and the SGB.

Strong support for teacher professional development.

A collective commitment to school improvement.

High levels of teacher participation and involvement.

Shared professional practices and recognition and reward for participants.

As Robinson has argued:
The more leaders focus their professional relationships, their work and their learning on the core
business of teaching and learning, the greater their influence on student outcomes. ... leadership
theory, research and practice needs to be more closely linked to research on effective teaching
so that there is greater focus on what leaders need to know and do to support teachers in using

pedagogical practices that raise achievement and reduce disparity. (Robinson, 2007: 12)

It follows that if you wish to involve all your teachers in collaborative and networked distributed
leadership, you then need to support them to develop any additional competences that they might need
to be able to do this effectively. Hence, a commitment to distributed teacher leadership requires you to

identify and address any professional development needs that might arise or be anticipated.

Motivating and supporting teachers

This focuses on the leader's role in professional development. School principals have the overall
responsibility for creating the conditions that support effective teaching and learning, working with their
SMTs and their teachers. Each school offers a unique challenge, and opportunity, in developing and
enhancing learner outcomes. In facilitating quality improvement, the need for staff development
initiatives is critical to enable this process of Continuous Professional Teacher Development (CPTD) to be
entrenched in the school culture. The importance of CoPs is a key factor in providing support, as
mentioned earlier, but how this can be achieved remains problematic for many principals in schools

where the context and prevailing culture works against such provision.
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It seems clear that collaboration and commitment of all staff, based on shared values, is the key to
successful implementation. It can be done through the creation of a staff development team and the
effective dissemination of good practice, including observation of, and with, other teachers in classrooms
and other learning areas. As the SASP document states (DBE, 2015: 11), there are key requirements for
instructional leadership, and responsibility for implementing and monitoring professional development
initiatives for quality improvement in teaching and learning must be a priority resting ultimately with the
principal, who must recognise that professional support and professional development are key elements
of the learning school and its teachers, in any context or phase. This will enhance the learning

opportunities of the learners and the teachers, maximising potential and opportunities.

Activity 11: Formative assessment of instructional leadership

Suggested time:

30 minutes

Aim:

To provide an opportunity to connect ideas and examples to your own context and practice.

What you will do:
You should read the following case study, based on an actual school situation and then answer the

guestions below.

Ms Mahlangu has been the principal of Tirisano Secondary School for three years. She was satisfied
that the school had set up the necessary teams to handle issues of governance, policy, finances,
physical resources, staff development, communication and school development, as was required by
National and Provincial legislation and policy. Since her appointment she had ensured that there were
various teams involved in curriculum planning and monitoring, the management of assessment, and
the support of learners with particular learning needs. She also made sure that a staff member from
the school attended all the training and development workshops and discussion forums that were
communicated via the circuit office. Those teachers who attended the meetings were supposed to
report back on what they had learned at the next staff meeting, and also write a report to the SMT;

but this was rarely implemented, and time to follow this up was limited by other pressing concerns.
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As the principal, Ms Mahlangu was concerned that lip service only was paid to these matters. And this
was made worse as despite the fact that the staff were allocated to designated teams, the teams met
irregularly and no minutes of their meetings were available, neither were any action points shared or
followed up formally. Ms Mahlangu felt that in many ways these staff members were simply going
through the motions. The group discussions following training were superficial and not too frequent
with people finding little time or energy to action any suggestions. Reflection on classroom practice
was still very limited and she was unable to see how critical reflection changed the practical situations;
change based on reflection remained a rare occurrence. Although her staff seemed willing to
cooperate when asked, they didn't really engage with the pressing issues of the school, suggest new
things, or implement change. In fact, they seemed uninspired and tired. They functioned in what she
thought of as survival mode rather than as the impassioned innovators that she had hoped to nurture.
She knew that the school needed to rediscover a sense of purpose and a passion for teaching and

learning. What was she to do?

Now answer the questions, making notes for your Professional Portfolio.

1. How does this case description compare with the situation in your school? Note differences

and/or similarities.

2. What advice can you, as a fellow school leader, offer to help the principal in the case study turn

her school around into a successful learning school?

Be specific and explain as well as what might be done, how this can be done and why this should

be done.

In responding to this case study remember that there are no right answers to the question but you should
think about Ms Mahlangu's particular situation in order to help you to engage with issues of innovation
and self-evaluation at your own school. Many schools are like Tirisano Secondary School — the staff simply
go-through-the-motions and they drift from day to day, conforming, rather than transforming.
Fundamental to addressing the kind of staff attitude experienced by Ms Mahlangu and Tirisano
Secondary School is the need to proceed from an understanding of the situation in which staff find
themselves. If you understand their lack of enthusiasm, perhaps you can engage with them in a more

appropriate and sensitive way. Your suggestions could include the following:

e How many sessions for reflection will make it regular enough?
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e What are the staff focused on: their classrooms, extra-curricular activities, stressful events,
discipline? Why is this the case?

e What are staff valued for, and/or required to improve or change?

e How are staff members held accountable for the performance of their learners?

e How is the staff supported in their own development?

e Given your context, how do you expect the staff will react to new developments, e.g. as a

hindrance, or as a welcome innovative solution? Give your reasons for the response.

Discussion of the activity
Remember there is no one answer or right answer or approach to the questions above. But you could
argue that in any school context the Department of Education, teacher unions, parents/guardians,
learners and other stake-holders need to work together in the interests of effective learning and
teaching. The principal must be able to communicate with the school community. All these parties should
model, mentor, organise and coordinate as necessary in meetings with these stakeholders. The following
strategies, based on research in South African schools and internationally (Chikoko et al., 2018; Hopkins,
2001; Witten, 2017), are key to successful distributed leadership, and thus instructional leadership:

e Challenging the process;

e Inspiring a shared vision;

e Enabling others to act;

o Modelling the way;

e Encouraging passion and enthusiasm for purposeful change.

However, the ability to affect these kinds of processes will be helped or hindered by the existing, and
often entrenched, culture of the school. So, how ready are your school stakeholders to embrace the kind
of transformational change envisaged by policy? Does the culture of your department and school support
transformation? These are questions you need to think about very carefully. This will help you in
determining what you will try to improve in the teaching and learning in your school. Remember to use

this for your Workplace Project.
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Conclusion

In this unit you explored the concept of the school as a learning organisation, with a learning culture that
encompasses both learners and staff. It is through reflection on your own experiences of instructional
and distributed leadership, in the many different contexts that exist in the South African schooling
system, that you can acknowledge the complexity of the task and the many variables that present as
enablers and/or obstacles. The leadership focus was on the application of knowledge and understanding
of instructional leadership. You then considered the ways in which the leadership and management of
these processes at all levels can ensure successful teaching and learning across the school and thus

improve learners' achievements.

More specifically, this unit presented you with practical examples of instructional leadership initiatives
at schools and the organisational management processes required to make sure that what is supposed
to happen does happen: most importantly in leading and managing teaching and learning in the most

appropriate and effective way for your school and context.

Key points

Key points include:

e Schools can be defined as organisations that focus on learning, but they require specific
leadership and management strategies to become learning organisations.

e To achieve this means developing a learning culture, which may be problematic if the school’s
existing culture is not supportive of this: i.e. it is stuck in the thinking of that’s the way we do
things around here.

e Instructional leadership is then needed to help bring about change.

e The concept of distributed leadership and how instructional leadership should become a
collaborative and shared activity to include teacher leadership development and opportunities
from post level 1.

e The need for continuous conversation, reflection and the asking of critical questions about core

teaching and learning issues.
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Activity 12: Self-and peer-assessment

Suggested time:

30 minutes

Aim:

To consolidate learning in Unit 1 and to address any outstanding questions.

What you will do:
You have now reached the end of Unit 1which explored the question of WHY managing teaching and
learning requires a special focus and the role of instructional leaders in developing the school as an

organisation in which people continuously learn, innovate and improve.

1. During the course of the discussions in Unit 1, you have written up your own thoughts on the
various issues discussed. It is time now to consolidate these ideas into a coherently worded
statement which addresses the following two key questions:

a. Whyisitimportant to focus on the management of teaching and learning?
b. What can | do as an instructional leader to contribute to building a learning school?

2. Based on your learning in this unit, also formulate one to three questions for further inquiry.

3. If you have access to an institutional learning management system, post your consolidated
statement in the relevant discussion forum or blog space. Then provide critical feedback on the
post of at least one other participant by:

a. ldentifying something you agree with and explaining why.

b. Identifying something you disagree with or have reservations about and explaining why.

c. Providing some preliminary ideas in response to the question(s) identified for further
inquiry.

4. If you have the opportunity to meet with other participants during a contact session, encourage
your facilitator to create space for an open-ended discussion on the issues explored in this unit.
Two possible ways to do this include:

a. Invite three or four participants to form part of a panel. Each panellist will present their
views, respond to critical questions from the chair and then respond to questions and
suggestions from the plenary.

b. Form groups of more or less seven participants to role-play an SMT meeting. Elect one
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report back. The meeting should discuss the two questions addressed above with a focus
on what the SMT can and should do collectively. Each SMT should then provide feedback

to the plenary.

The broad issues discussed in Unit 1 provide a framework from which to engage with the specific
challenges of planning, implementing and monitoring the school curriculum which you will explore in

Unit 2.
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Unit 2: Planning, implementing and monitoring a curriculum

Introduction

In Unit 1 you explored WHY managing teaching and learning is central to developing schools that work,
and focused on the notion of a learning school guided by instructional leaders. In Unit 2 you shift your
focus to WHAT must be managed with respect to the school curriculum as outlined in the current

Curriculum and Assessment Policy Statements (CAPS).

This unit has been arranged into three sections, to help you understand these key issues:
Section 1: Understanding the curriculum.
Section 2: Curriculum planning and implementation.

Section 3: Curriculum monitoring and evaluation.

Unit 2 learning outcomes
By the end of this unit you should be able to:
1. Demonstrate the personal qualities, attributes, pedagogic knowledge and professional
competencies necessary for effective leadership and management of teaching and learning.
2. Reflect upon and demonstrate an understanding of what constitutes an instructional leader and
the importance of this role.
3. Lead and manage the planning, implementation, monitoring and evaluation of teaching to
ensure quality learning for all in the context of national, provincial and school policy.
4. Demonstrate and be able to apply relevant content knowledge in the design, implementation
and evaluation of teaching and learning and the organisation of the school environment.
5. Demonstrate an understanding of the relationship between managing teaching and learning,
financial principles, the links to resource management and school development planning.
6. Demonstrate an understanding of the link between resource inputs and educational outcomes
in own school context.
7. Understand and demonstrate the integration of curriculum and staffing needs, and decisions

with the budgeting process.

This unit will build upon what you have learned and engaged with in Unit 1. The focus now is how you as
an instructional leader, in collaboration with the school management team (SMT) and teachers,

understand and enact curriculum design, implementation and evaluation.
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Your starting point is therefore the curriculum. From there you will explore issues related to content, to
teaching and to engaged learning. In each sub-theme you will critique and improve your own practice in

order to better understand what support other teachers will need from you as an instructional leader.
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Section 1: Understanding teaching and learning in relation to the

curriculum

Curriculum is the heart of the education system. This is not only in terms of what is taught but also in
terms of how this is done through the teaching and learning process. This includes the extent to which
what is learnt matches what is taught, and how this can be measured and monitored. Therefore, the unit
deals not only with curriculum knowledge and understanding but also with the skills and practices

required to lead and manage the design, implementation and monitoring of curricula in your schools.

Systemic change in educational provision and outcomes, without curriculum change is unlikely to result
in changed people, only in changed school structures and procedures. The South African curriculum has
changed twice during the two decades of democracy. First it was changed from a subject-oriented
curriculum to a learner-centred, outcomes-based one (Curriculum 2005) that focused on the
achievement of competences rather than knowledge. This curriculum was reviewed as a result of
systemic and pedagogical concerns, (read if you can, L. Chisholm, 2000. A South African curriculum for
the twenty first century) and was modified in 2005. This modification saw the introduction of the National
Curriculum Statement (NCS) for the General Education and Training Band and one for the Further
Education and Training Band. Subsequently the NCS became integrated into a single policy document,
The National Curriculum, Assessment and Policy Statement (CAPS) that includes the content specified for
each subject area. This replaced the Subject and Learning Areas Statements, Learning Programme

Guidelines and Subject Assessment Guidelines for all the subjects listed in the NCS for Grades R—12.

Underpinning the current CAPS are the key factors of the promotion of inclusive education and the
infusion of values and human rights issues in all learning areas. All learners, irrespective of race, colour,

(dis)ability or social class are exposed to this curriculum and are expected to succeed.

Leading schools in this new era is a complex task. Principals and other school leaders are required to
create, manage and maintain learning environments that are conducive to teaching and learning for all
teachers and learners in all contexts. As you will learn in other modules, many legislative and policy
changes have affected schools. These include: the banning of corporal punishment and the need to find
alternative disciplinary measures; new admissions policies ensuring that no learner can be refused
admission on the grounds of race, colour, socio-economic status or language; and parents/carers and
learners forming part of school governance structures through school governing bodies (SGBs) and

learner representative councils (LRCs). In this way education is regarded as a vehicle for social change,
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and is integral to the transformation and redress legislation, policies and ideals of post- apartheid South

Africa.

This is a lot to think about. Since you cannot possibly cover everything that might be useful, this unit
focuses on the notion of the instructional core as explained by City et al. (2010) and as illustrated in the

following diagram.

THE INSTRUCTIONAL CORE

Engaging students
in the learning
process

STUDENT

IMPROVED
STUDENT

ACHIEVEMENT

Improving Providing

teachers’ TEACHER CONTENT academically

instructional J |

) , challenging
practice \_/ \_—/ content

Figure 3: The instructional core
(Source: City et al., 2010)

The instructional core comprises three interdependent components: teachers’ knowledge and skills;
learners’ engagementin their own learning; and access to appropriate, academically challenging content.
Because the three components are interdependent, a change in any one component requires a change
in the other components. For example, if you would like teachers to make use of technology to engage
their learners more actively in the learning process, you will then need to support the development of

their instructional practices as well as their ability to find and possibly adapt appropriate content.

51 | Leading & Managing Teaching & learning in school | Module 2




However, you do not want teachers simply to do whatever seems interesting to do: a school has an

obligation to address the requirements of the school curriculum.

This section focuses on the leadership and management of teaching and learning, through curriculum
delivery. You will first revisit your understanding of teaching and learning and then explore how teaching

and learning decisions are informed by and influence curriculum decisions.

Activity 13: What is meant by teaching and learning?

Suggested time:

30 minutes

Aim:

To deepen your understanding of the concepts of teaching and learning.

What you will do:

1. What does it mean to teach? What does it mean to learn? How do you define teaching and
learning? Write down your responses and discuss them with a member of your school-based
Community of Practice (CoP) to compare your responses. You might also email, SMS or
WhatsApp the question to six teachers you know, and then compare their answers with yours.

2. Keep your response in your Learning Journal.

Discussion of the activity

Did your responses differ? Were there different views of teaching and learning that came from this
exercise? If so, were you surprised by this? The activity arises from an assumption that the way a person
defines teaching and/or learning is influenced by their views of schooling and/or the role of schooling in
society. There is, therefore, no right or wrong answer to this question but for your purposes it is useful
to have a working and shared definition of teaching. A possible working definition of teaching is: a
process in which one or more people assist other people to develop themselves in some or other way. By

implication, learning would be the development process itself.

Teaching and learning processes could take different forms, e.g. transmission of knowledge through
telling; through demonstration, through discussion, through problem-solving and experimentation. But

the processes always involve the acquisition of something, e.g. knowledge, skills, values, attitudes, etc.
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You can call this something that is acquired through teaching and learning, the curriculum. And, as you
learned in Unit 1, the instructional leadership provided by principals and their teams has a marked
influence on the ethos and effectiveness of the school in the provision of quality teaching and learning,
within the organisational structures and context of their schools. Therefore, in order to lead and manage

a curriculum effectively and efficiently, school leaders first need to understand fully what curriculum is.

Activity 14: Define curriculum

Suggested time:

45 minutes

Aim:

To understand how curriculum can be interpreted and defined.

What you will do:

1. How do you define curriculum? Write down your response and then discuss it with a member of
your school-based CoP to compare your responses.

2. So, did your responses agree and, if so, did you write down this agreed definition or the two
definitions?

3. Haveyou been exposed to different types of curricula during the course of your teaching career?
Do you have a particular preference in this regard and if so give reasons why?

4. Imagine that a member of your school-based CoP has no idea what a curriculum is — they have
never heard the term before. Take turns explaining curriculum to each other with the listener
interrupting the speaker and asking questions that will force the speaker to express themselves
clearly.

5. In explaining what the term means, think back to any discussions and training you and your
colleagues have had on curriculum. If you have been teaching for a long time, you can also use
your experience of managing the design and implementation of earlier learning area
programmes based on Curriculum 2005 and the NCS that preceded the current CAPS.

6. Did you find it easy to explain? Or did you find it frustrating not being able to explain a concept
that you thought you understood? What was the main focus of your explanation? Did you focus
on policy or practices? Did you explain curriculum in terms of content, outcomes, or process?

7. Keep your response in your Learning Journal.
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Discussion of the activity

The discussion that follows will help you in developing a greater understanding of, and confidence in,
curriculum theory and practices. Thinking about these questions and providing answers, will help you to
focus on what curriculum leadership involves for teaching and learning. At the end of the unit you should

be more confident of the ideas — the theory — behind different definitions of curriculum.

So, what is curriculum? There are different ways of looking at curriculum both as a concept and as
something that has to be led and managed by you, as the instructional leader. You might have thought
of the following:

e  Curriculum as plan;

e  Curriculum as practice;

e  Curriculum as social construct.

Curriculum as plan:

In this case, curriculum is seen as a document or a blueprint for teaching. It is sometimes also referred to
as a syllabus if it includes in detail the content to be taught, how it should be presented (methodology)
and how it should be assessed. It is also known as the official curriculum, the formal curriculum or the
intended curriculum. A syllabus approach to curriculum planning tends to be associated with a
transmission type, content-focused teaching approach. However, the NCS is an official, formal curriculum
plan that is not based on what would normally be referred to as a syllabus, nor is it merely a rigid blueprint
as some scope is created for different approaches, and even different content. CAPS which is a revision

of the NCS, represents a formal and more prescribed curriculum.

Curriculum as practice:
Here the emphasis is shifted from what is intended to what actually happens. The focus here is on the
experiences of both the teacher and the learner. The curriculum as practice may also be known as the

experienced curriculum, the actual curriculum or the implemented curriculum.

Curriculum as social construct:

The key idea here is that a curriculum is constructed by certain people within a society (usually in the
national department of education or one of its agencies) who have a particular ideology [set of beliefs
and values]. The curriculum states what knowledge, skills and values these people believe are important

for the learners in that society to acquire. So, you can think of this as a generally shared understanding
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of what a curriculum might be, for example, learner-centred, outcomes-based and value-driven. In this
interpretation, it is not only what gets into the formal curriculum that is of interest, but also what is left

out and why.

A fourth interpretation is also possible — curriculum as praxis.

Curriculum as praxis:

This is an extension of the previous notion. Praxis is concerned with the transformative potential of
experiential learning, critical reflection and action directed at the aspects of education that need to be
transformed. It is about bridging the divide between theory and practice and it is concerned with

democratic decision-making and the empowerment of people in the process (van den Berg 2014: 103).

Now, having been introduced to the concepts above, you can return to the questions that you answered
earlier. Your answers may have reflected some of the above key points, or may be more similar to one
or more of the above perceptions of curriculum that have dominated theoretical debates for a long time.
These can be summarised as follows:

e  Curriculum as input;

e Curriculum as process;

e  Curriculum as product.

If your explanation focused on curriculum as things that must be taught or learnt — in other words, the
input —then you would fall into the first category. If your explanation focused on the way teaching and/or
learning happens — in other words, process — then you would fall into the second category. If your
explanation focused on outcomes/end results or product of education, then you would fall into the last

category.

But the distinctions between these categories are not clear-cut, as you can no doubt recognise. Many
teachers and principals are as concerned about the way, the process, in which teaching and learning
happens as they are about the end results, the product, of education. For this reason, the theories
informing these three different understandings of curriculum often overlap. What, for example, does
content refer to? Is it only bodies of knowledge, or does it also include skills, practices, values and
attitudes? Are the things that are learnt and the ways in which they are learnt not so integrated that they
cannot be categorised separately? Other questions may include whether it is possible to have a

curriculum without content and if so what such a curriculum would consist of?
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You will explore the various theoretical underpinnings of curriculum debates if you proceed to further
study at National Qualifications Framework Level 8, whether as part of an academic BEd Hons or a
professional Post Graduate Diploma. For the purposes of the current discussion, however, you should

also be aware of the concept of the hidden curriculum.

The hidden curriculum

This section introduces you to what is called the hidden curriculum. You may have realised that one thing
that stands out about all the definitions of a curriculum is that it seems always to be a written document.
Written curriculum documents, often referred to as the official curriculum, indicate what content should
be taught and learnt in the various subjects, but do they manage to capture everything that is, in fact
learnt? For example, suppose a mathematics teacher in a co-educational school, i.e. one for boys and
girls, while teaching long division, gives their attention only to the boys. So although everybody is
learning long division — the official learning content — because of the way the teacher is teaching, the
learners might also be learning that the ability to master long division is more important for boys than
for girls. This learning content is not written down anywhere — its learning is purely incidental and,
possibly, not even intended by the teacher concerned. It is hidden, yet it is being taught and learnt
through the unconscious acquisition of the attitudes and beliefs of this teacher, i.e. that he is gender

biased. This is the hidden curriculum in action.
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Activity 15: Understand the hidden curriculum

Suggested time:

1 hour

Aim:

To examine and determine the extent of the hidden curriculum in your school.

What you will do:
1. Have you ever considered whether your school has a hidden curriculum? How would you know
if it has? Have you ever thought about what this might mean for what else is learnt in addition
to the official curriculum, and how learning happens in your school? Why is it important that

leaders are aware of any hidden curriculum?

2. |If such a curriculum exists, what should be done to eliminate any negative aspects and to make

explicit any positive aspects? How could this be done in your context?

You might want to email or WhatsApp six other teachers in other schools in your cluster to ask
them this question regarding their schools. If so, write down their responses and compare them
with yours. What might these responses tell you, for example, about how teachers view the role

of learners in the classroom as well as in school leadership?

Now consider this statement: "Learners also learn from participation in a range of other school
activities such as assemblies, non-uniform days, extra-mural activities, field trips, sports trips and
fund-raising events." Do you think that the other school activities are a part of the official
curriculum in your school? State your reasons for your views. Discuss with a member of your
school-based CoP. What views do you encounter, and are they similar to, or different from

yours?
3. Keep your response in your Learning Journal.
Discussion of the activity

Examples of the hidden curriculum that can be found in a school include issues as gender representation,